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February  16,  1972 


Mr.  Lawrence  T.  Perera,  Chairman 
Boston  Finance  Commission 
Boston  Assessing  Committee 
Three  Center  Plaza 
Boston,  Massachusetts  02108 

Dear  Mr.  Perera: 

In  accordance  with  your  request,  we  are  pleased  to  submit  herewith  our 
report  and  recommendations  for  the  formiolation  of  up-to-date  land  and 
building  appraisal  standards  for  the  City  of  Boston.   Included  in  the 
application  of  these  standards  and  the  establishing  of  a  data  processing 
system  for  use  in  the  Assessing  Department  together  with  our  estimates 
of  the  time  and  cost  required  for  the  development  of  these  standards 
and  their  implementation.   Outlines  of  each  phase  of  work  involved  in 
the  total  program  have  been  prepared.   Alternate  costs  for  the  total 
program  may  be  developed  by  eliminating  some  of  the  work  phases. 

There  are  three  basic  alternate  approaches  to  the  development  and  imple- 
mentation of  a  program  of  this  type.   As  an  initial  section  in  this 
report,  we  have  described  these  approaches  and  explained  their  advan- 
tages and  disadvantages.   These  three  approaches  do  not  differ  in  the 
application  of  the  various  appraisal  processes  nor  in  the  details  of 
the  work  to  be  performed  if  the  resulting  values  are  to  be  equally  ac- 
ceptable.  However,  the  costs  may  differ,  depending  upon  how  the  work 
is  performed  or  supervised. 

You  also  requested  that  we  compile  a  list  of  cities  (or  counties)  in  the 
United  States  and  Canada,  which  have  appraisal  problems  somewhat  similar 
to  those  of  Boston  and  which  have  acceptable  record  and  appraisal  sys- 
tems, good  maps,  some  degree  of  computer-assist  value  calculation  capa- 
bilities and  where  reasonably  equitable  results  have  been  achieved  in 
their  tax  valuations. 

We  hope  that  this  report  will  be  helpful  to  you  and  the  members  of  both 
the  Boston  Finance  Commission  and  the  Boston  Assessing  Committee  in  your 
study  and  recommendations  to  Mayor  White.   If  you  have  any  questions, 
we  would  be  pleased  to  answer  them. 

Thank  you  for  the  opportunity  of  serving  you  and  the  City  of  Boston. 

Sincerely, 


07?M^f^^DrJiM<J 


/Martin  D.  Miller 
I  Vice  President 
Property  Tax  &  Appraisal  Services  Division 
MDM:sg 
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I.   INTRODUCTION 

Scope  of  Assignment 

The  scope  of  this  assignment  involves  the  preparation,  in  outline  form, 
of  a  list  of  steps  which  must  be  taken  to: 

•  Formulate  up-to-date  land  and  building  appraisal  standards  for 
the  City  of  Boston  as  a  whole 

•  Implement  a  property  record  and  appraisal  system  by  application 
of  standards  to  property  data 

•  Establish  a  data  processing  system  for  the  application  of  these 
standards  in  calculating  and  analyzing  values 

In  addition,  a  time  sequence  and  alternate  estimates  of  cost  to  perform 
the  necessary  steps  noted  above  are  to  be  developed.   Other  requirements 
of  this  assignment  include  the  identification  of  a  group  of  cities  or 
counties  in  the  United  States  and  Canada  which  have  accredited  assessing 
programs  and  computer-asist  value  calculation  capabilities  in  the  appraisal 
function  and  an  analysis  of  jurisdictions  which  rely  on  outside  consultants 
for  performance  of  their  assessing  functions. 

In  the  analysis  of  the  assignment  and  the  particular  problems  that  are 
inherent  in  the  development  of  the  overall  property  record  and  appraisal 
system  that  is  contemplated,  there  are  three  basic  approaches  to  the  develop- 
ment of  the  systems  and  implementation  of  the  program.   The  total  program 
can  be  carried  out  by  the  assessor;  he  can  engage  an  outside  contractor 
to  do  all  the  work;  or  the  assessor  can  conduct  the  program,  but  utilize 
the  services  of  a  consultant  who  is  experienced  in  this  type  of  work  to 
provide  assistance  in  those  areas  of  the  program  in  which  the  assessor, 
his  department  or  his  staff  lacks  experience  or  sufficient  physical  resource; 
with  which  to  complete  the  task. 

The  overall  cost  and  effectiveness  of  a  program  can  vary  greatly,  depend- 
ing upon  the  experience  of  the  assessor,  his  staff,  the  contractor  or  a 
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combination  of  consultant  and  assessor.   The  three  approaches  to  this  type 
of  a  program  are  discussed  in  the  first  section  of  this  report  together 
with  their  advantages  and  disadvantages. 

There  are  four  major  phases  of  work  that  will  be  involved  in  the  property 
record  and  appraisal  system  contemplated  for  the  City  of  Boston.   These 
are: 

A.  A  detailed  work  plan  delineating  monthly  production  and  cost 
schedules  and  reporting  system  forms  and  procedures. 

B.  Appraisal  standards  and  procedural  manuals  which  describe  the 
appraisal  systems,  field  inspection  and  desk  calculation  procedures 
and  appraisal  standards  applications. 

C.  Computerized  Property  Valuation  File  Systems  which  include  the 
system  of  programs  necessary  to  enable  the  City  to  apply  appraisal 
standards  to  land  and  structure  characteristics  and  to  calculate 
values  therefrom  with  a  computer. 

D.  The  application  of  the  property  record  and  appraisal  system  which 
involves  data  gathering  and  standards  application  phases  of  the 
program. 

A  major  section  of  the  report  is  devoted  to  the  description  of  each  of  these 
major  phases. 

Since  the  estimates  of  cost  and  time  will  vary  on  the  basis  of  who  does  the 
work  involved  -  the  assessor,  the  contractor  or  a  combination  of  the  assessor 
and  a  consultant  -  we  have  developed  our  estimates  of  cost  based  on  the 
costs  involved  if  a  contractor  performs  all  the  tasks  necessary  to  complete 
the  program.   Alternative  costs  will  depend  upon  the  combinations  of  con- 
tributions of  effort  and  naterials  to  the  program  on  the  part  of  the  assessor 
and  the  consultant.   Our  estimate  of  cost  will  be  for  each  major  phase. 
Also  included  in  this  section  will  be  a  brief  outline  of  each  intermediate 
task  involved  under  each  of  the  major  phases  of  work  and  schedules  of  time 
estimates  for  each  major  phase  as  well  as  for  each  of  the  intermediate  stages 
of  services  under  each  major  phase. 
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II.   THE  ORGANIZATION  APPROACHES  TO  MAPPING  AND  APPRAISAL 


There  are  three  organizational  approaches  to  the  development  and  implemen- 
tation of  an  appraisal  program.   Each  of  these  approaches  will  result  in 
essentially  the  same  quality  of  assessment  providing  that  the  combination 
of  time,  experience,  training,  manpower  and  money  is  properly  balanced 
under  each  type  of  program.   The  three  basic  approaches  are  as  follows: 

1.  All  appraisal  work  is  carried  out  by  the  Assessor  (in  Boston, 
the  Coiranissioner  of  Assessing)  and  his  staff  with  the  additional 
manpower  as  needed. 

2.  All  appraisal  work  is  done  by  a  professional  appraiser  equipped 

to  contract  on  a  "turn-key"  basis,  for  performing  the  entire  apprai- 
sal process  for  all  types  of  property  by  the  so-called  mass- 
appraisal  methods.   The  appraisals  which  are  made  by  the  contractor 
are  then  turned  over  to  the  assessor  for  his  use  as  guides  in 
determining  assessed  value. 

3.  A  combination  of  the  first  two  methods  in  which  the  assessor  re- 
tains control  of  all  operations  but  employs  specialists  in  mass 
appraisal  techniques  as  consultants  to  augment  his  staff  of  per- 
manent and  added  temporary  personnel. 

These  three  summarized  organizational  approaches  are  sometimes  described 
as  (1)  the  "local"  or  "do-it-yourself"  method,  (2)  the  "contractor"  or 
"turn-key"  method,  and  (3)  the  "consultant"  or  "combination"  approach. 

Characteristics  of  the  Organizational  Approaches 

In  the  "local"  approach,  the  experience  and  training  of  the  assessor  and 
his  key  personnel  are  the  key  factors  to  be  considered  in  any  attempt  to 
evaluate  the  merits  of  this  approach.   Naturally,  other  factors  such  as 
time  and  cost  are  important. 

Key  factors  to  be  considered  in  the  "contractor"  approach  are  the  length 
of  time  available  and  required  for  the  project  and  the  number  and  type  of 
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properties  to  be  appraised.   Normally,  less  time  is  required  by  the  profes- 
sional appraiser  who  has  a  staff  already  trained  and  equipped  for  the  entire 
operation.   In  this  approach,  the  city  must  be  in  a  position  financially  to 
meet  the  contractual  obligations  over  the  shorter  period  of  time.   Further- 
more, the  "contractor"  approach  is  often  desirable  because  contractor  em- 
ployees may  be  disinterested  parties. 

The  "consultant  or  combination"  approach  opens  the  way  for  many  variations 
of  the  first  two  methods  and  makes  possible  the  best  utilization  of  avail- 
able local  talent  but  does  not  limit  the  assessor  to  the  employment  of 
only  local  people.   For  example,  if  the  appraisal  staff  has  had  little 
experience  in  organizing  and  supervising  appraisal  operations  on  a  large 
scale  and  such  an  operation  is  a  necessity  in  the  municipality,  it  makes 
good  sense  to  utilize  the  services  of  a  consultant  familiar  with  this  type 
of  work  for  organization,  scheduling,  training  and  development  of  appraisal 
standards . 

However,  if  the  assessor's  staff  has  had  broad  experience  in  the  appraisal 
of  residential  land  and  buildings,  it  is  sound  procedure  for  the  assessor 
to  supervise  this  phase  himself. 

The  complete  analysis  of  the  needs,  the  facilities  and  the  talents  and 
experience  of  all  local  personnel  is  the  first  step  in  the  "consultant" 
approach.   After  the  inventory  of  local  participation  has  been  fully  analyzed, 
the  operations  that  can  be  farmed  out  more  economically  than  they  could 
be  done  by  the  assessor  and  his  staff  are  spelled  out  and  the  specialist 
is  called  in  on  a  consultant  basis.   This  is  often  an  advantage  because 
the  assessor  is  in  complete  control  and  can  take  advantage  of  the  consul- 
tant's time  as  it  is  needed  rather  than  being  tied  down  to  a  specific  amount 
of  time  and  money. 

Advantages  and  Disadvantages  of  the  Organizational  Approaches 

Each  of  the  three  organizational  approaches  has  inherent  advantages  and 
disadvantages  which  must  be  weighed  by  the  city  in  arriving  at  a  decision. 
Below  are  summarized  the  important  advantages  and  disadvantages  which  experi- 
ence has  indicated: 
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Local  Approach 
Advantages 

-  Assessor  and  staff  must  identify  and  solve  each  organization 
and  appraisal  problem  and  will  gain  experience  therefrom; 

-  Assessor  makes  all  decisions  and  accepts  all  responsibilities 
for  valuation; 

-  Work  can  be  scheduled  to  take  advantage  of  weather  and 
regular  assessment  duties; 

-  Work  is  paid  for  as  it  is  performed. 

Disadvantages 

-  This  method  often  required  more  time  than  either  of  the 
other  approaches  ; 

-  Experienced  personnel  may  not  be  available; 

-  There  may  be  a  considerable  amount  of  trial  and  error  by 
the  assessor  in  procedure  and  staff  assignments  which  will  be 
costly. 

Contractor  Approach 
Advantages 

-  All  responsibility  for  appraisals  rests  with  the  appraiser; 

-  Experienced  staff  is  available  and  on  call  as  needed; 

-  Entire  operation  is  planned  and  scheduled  by  the  apprai- 
ser to  fit  the  needs  of  the  municipality; 

-  The  cost  of  the  project  is  known  before  the  work  starts, 
and  arrangements  can  be  made  for  the  necessary  funds  prior  to  the 
completion  of  the  work. 

Disadvantages 

-  The  assessor  must  rely  on  the  experience  of  the  appraisal 
firm  and  its  reliability  for  the  details  of  the  appraisals; 

-  The  appraisal  company  works  by  the  contract  specifications 
and  expects  to  perform  the  services  called  for  in  the  contract; 

-  There  is  little  or  no  flexibility  in  the  schedule  of 
operations  by  the  appraiser; 
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-  There  is  much  less  control  of  the  work  by  the  assessor; 

-  Assessor's  staff  does  not  have  opportunity  to  become  as 

well  trained  in  the  revaluation  process  for  subsequent  maintenance 
work. 

3.   Consultant  or  Combination  Approach 
Advantages 

-  The  methods  to  be  utilized  will  be  decided  by  the  assessor, 
but  he  has  the  benefit  of  advice  from  the  experienced  consultant 
who  has  gone  through  the  same  work  before; 

-  The  consultant  can  provide  project  direction  and  management 
if  desired; 

-  Special  problems  in  procedure  can  be  given  to  the  consultant 
for  a  solution; 

-  Schedules,  training  and  supervision  may  be  assigned  to  the 
consultant ; 

-  Local  specialists  and  the  assessor's  staff  can  gain  in 
experience  by  x>7orking  with  the  consultant  appraiser. 

Disadvantages 

-  If  the  assessor  tries  to  direct  the  reappraisal  himself,  he 
may  find  that  regular  work,  not  associated  with  the  revaluation, 
will  take  up  too  much  of  his  time  and  that  the  direction  of  the 
appraisal  program  will  suffer; 

-  There  may  not  be  enough  money  set  aside  for  the  completely 
effective  utilization  of  the  consultant  resulting  in  inefficient 
and  costly  substitution  of  untrained  and  inexperienced  help; 

-  The  project  may  take  slightly  longer  than  the  contractor 
approach. 

Recommendations 

While  the  decision  as  to  which  one  or  combination  of  these  three  organiza- 
tional approaches  to  the  reappraisal  of  all  real  property  in  the  City  of 
Boston  should  be  followed  rests  with  the  city,  the  findings  and  recommenda- 
tions found  in  the  study  of  the  property  assessment  process  titled  "The 
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Assessing  Function  in  Boston",  Part  III,  should  prove  to  be  helpful  in 
the  selection  process. 

Reviewing  the  advantages  noted  above  under  the  "consultant"  approach  in 
light  of  the  findings  and  recommendations  found  in  the  "Assessing  Function 
in  Boston",  a  consultant  will  be  of  particular  assistance  to  the  Commissioner 
of  Assessing  in  the  following  areas : 

1.  The  development  of  a  system  of  appraising  properties  and  calculating 
values  that  is  based  upon  the  three  approaches  to  value,  wherein 
each  approach  can  be  hand  calculated  or  computer  calculated  with 
equal  facility.   These  calculations  need  to  be  made  on  the  basis 

of  a  standard  file  of  information  developed  for  each  property  to 
which  appraisal  standards  based  on  cost,  sales  and  income  data  can 
be  applied. 

2.  Since  appraisals  must  be  routinely  updated,  the  Assessing  Department 
needs  a  method  of  analyzing  current  property  income  and  expenses, 
construction  costs  and  sales,  together  with  a  m.ethod  of  changing 
each  type  of  standard  so  that  the  updated  standards  can  be  rou- 
tinely applied  to  the  Land  and  Improvements  Data  file  (LID)  to 
calculate  current  values  on  a  periodic  basis. 

3.  In  the  development  of  this  massive  appraisal  program,  consultant 
assistance  will  be  necessary  to  organize  and  schedule  the  work  as 
well  as  train  and  supervise  the  Commissioner's  staff  in  obtaining 
the  information  and  in  calculating  and  analyzing  the  resultant 
values. 

4.  The  side  by  side  efforts  of  the  consultant  appraisers  and  the  field 
staff  from  the  Department  of  Assessing  will  provide  experience 
necessary  for  local  staff  to  maintain  and  defend  the  appraised  sys- 
tem once  it  is  installed. 

5.  In  addition  to  the  implementation  of  appraisal  standards  and  proce- 
dures, the  Department  of  Assessing  needs  updated  tax  maps  with  a 
geographic  parcel  numbering  system  related  to  the  Massachusetts 
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Grid  Coordinate  System  for  purposes  of  computer  applications  and 
analysis.   In  this  instance,  the  Commissioner  of  Assessing  can 
make  use  of  consultant  staff  to  organize  and  schedule  the  prepara- 
tion of  the  maps  as  well  as  design  and  apply  the  numbering  sys- 
tem.  Since  the  Engineering  Department  is  heavily  involved  in 
the  day-to-day  operations  of  the  Department  which  include  title 
work  and  other  map  changes,  the  Commissioner  may  well  have  to 
depend  on  available  consultant  staff  for  the  normal  production 
work  on  the  new  maps. 

The  Assessing  Department  has  personnel,  records  and  facilities  which  can 
be  utilized  effectively  in  areas  of  information  gathering  and  analysis. 
These  resources,  when  combined  with  adequate  utilization  of  advisory  special- 
ists and  qualified  administrators  (consultants)  experienced  in  mass  appraisal 
operations  to  provide  organization  and  direction,  make  it  feasible  to  utilize 
the  "consultant"  approach  and  will  enable  the  Commissioner  to  secure  the 
appraisal  systems,  standards  and  records  needed  to  improve  the  quality  of 
assessments  and  to  provide  a  worthwhile  appraisal  system  for  the  City  of 
Boston.   These  necessary  steps  of  assistance  are  more  particularly  defined 
in  the  following  sections  of  this  report. 
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III.   DETAILED  WORK  PLAN,  MANAGEMENT  CONTROLS 
AND  PROGRESS  REPORTING  PROCEDURES 


The  first  work  phase  should  be  to  develop  a  detailed  work  plan,  production 
and  cost  budgets,  monthly  production  and  cost  schedules,  reporting  system, 
forms  and  procedures.  With  these,  the  Commissioner  of  Assessing  will  have 
the  necessary  management  tools  to  direct  the  program,  to  evaluate  the  pro- 
gress of  the  program  and  to  make  periodic  progress  reports  to  city  officials, 
the  Boston  Finance  Commission  and  the  Boston  Assessing  Committee. 

A.   Detailed  Duties  and  Tasks 

The  first  step  in  developing  a  detailed  work  plan  should  involve 
spelling  out  in  detail  the  operations  to  be  performed  to  accomplish  a  city- 
wide  appraisal  program.   The  operations  required  should  be  broken  down  into 
detailed  duties  and  tasks  with  personnel  requirements  described  for  each  task 
and  the  workload  of  each  operation  developed  from  an  estimated  parcel  count 
of  real  properties  in  the  city  similar  to  the  following: 


Vacant  Properties  5,000 

Single  Family  Residential  Properties  35,000 

Two  Family  Residential  Properties  15,000 

3-6  Unit  Residential  Properties  29,000 

7-9  Unit  Residential  Properties  2,000 

10  or  more  Unit  Apartment  Properties  4,000 

Commercial  Properties  11,000 

Industrial  Properties  3,500 

Exempt  Properties  7,000 

TOTAL  PROPERTIES  '  111,500 


B.   Production  Standards 

For  most  mass  appraisal  tasks,  daily  production  quotas  are  developed 
as  man/day  standards  based  on  the  effort  required  and  method  of  performing 
the  tasks. 

For  example,  from  the  above  parcel  count,  it  is  estimated  that 
there  are  35,000  single  family  residences  in  the  City  of  Boston.   Assuming 
that  a  field  enumerator  can  measure  and  gather  on-site  factual  data  on  12 
residences  per  day,  2,915  man  days  will  be  required  to  complete  this  task. 
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2,916  Man  days  is  equal  to  139  man  months  of  production  based  on  an  average 
of  21  working  days  per  month.   Assuming  this  task  is  scheduled  for  comple- 
tion in  twelve  months,  a  field  enumerator  staff  of  12  will  be  required. 
(139  Man  months  production  required  divided  by  a  12  month  time  span.) 

Daily  production  standards  should  be  developed  for  most  field  and 
office  appraisal  tasks  and  translated  into  man  days  and  man  months  of  re- 
quired service.   For  those  tasks  for  which  daily  production  standards  can- 
not be  easily  determined,  for  example  "Supervision",  adequate  man  month 
provision  should  be  made. 

C.  Cost   Estimates 

With  the  man  days  and  man  months  of  required  services  developed 
for  each  operational  task,  the  cost  of  such  service  can  be  computed.  To 
service  cost  should  be  added  expense  costs  for  transportation,  supplies, 
equipment,  printing  and  data  processing  charges. 

D.  Detailed  Work  Plan 

A  detailed  work  plan  should  be  developed  utilizing  the  descriptions 
of  detailed  duties  and  tasks,  production  standards  and  the  service  and  ex- 
pense cost  estimates.   A  detailed  work  plan  will  schedule  the  various  tasks 
in  a  time  frame  based  on  critical  path  analysis  in  order  that  all  work 
tasks  will  be  scheduled  for  completion  at  specific  times  with  a  minimum 
of  overlap  or  float  time. 

Since  a  property  record  and  appraisal  system  requires  a  constant 
flow  of  work  from  one  operational  task  to  another,  similar  to  a  factory 
assembly  line,  personnel,  equipment  and  supply  schedules  must  provide  for 
an  even  flow  of  work  during  each  week  or  month.   The  detailed  work  plan  de- 
signed for  this  project  should  spell  out  the  bi-weekly  or  monthly  produc- 
tion goals,  personnel  and  expense  schedules  and  total  cost  per  month  for 
fiscal  planning  purposes. 

E.  Reporting  Systems,  Forms  and  Procedures 

In  order  to  measure  the  status  of  the  appraisal  program  at  any 
point  in  time,  a  reporting  system,  should  be  developed  to  account  for 

-10- 


The  Jacobs  Company,  inc. 


production,  service  and  expense  costs  as  compared  to  the  work  plan  schedule. 

Such  a  reporting  system  would  include  an  accurate  accounting  of 
production  and  time  of  each  employee  assigned  to  a  specific  task  or  tasks. 
The  reporting  system  would  also  provide  for  comparison  of  production  com- 
pleted against  the  cost  of  such  production  for  reconciliation  with  the 
work  plan  schedule. 

The  key  to  an  effective  work  plan,  management  controls  and  reporting 
system  is  the  development  of  the  appraisal  procedure  and  the  resulting 
operational  tasks.   Full  agreement  must  be  reached  with  the  Commissioner 
of  Assessing  and  the  appraisal  staff  on  the  appraisal  methodology  to  be 
used.   In  addition,  a  realistic  completion  time  frame  must  be  adopted  as 
well  as  assurance  of  the  required  funding. 

Examples  of  a  detailed  work  plan,  bi-weekly  production  and  cost 
schedules  and  report  forms  are  attached  to  this  report  in  an  appendix. 
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IV.   APPRAISAL  STANDARDS  AND  PROCEDURAL  MANUALS 

The  development  of  an  appraisal  standards  and  procedural  manual  for  the 
City  of  Boston  should  involve: 

A.  Appraisal  Systems 

1.  Capitalization  of  Income  or  Income  Approach 

2.  Comparison  or  Sales  Approach 

3.  Replacement  Cost  Approach 

B.  Uniform  field  inspection  procedures 

C.  Desk  (hand)  calculation  procedures 

D.  Appraisal  standards  application 

E.  Building  cost  conversion  procedures 

F.  Instruction  and  training 

Since  the  expeditious  completion  of  the  appraisal  program  would  be  advanta- 
geous to  the  city,  it  is  important  that  a  system  of  uniform  appraisal  stan- 
dards and  procedures  be  designed  in  sufficient  detail  to  be  understandable, 
not  only  to  the  present  City  Assessing  Department  District  Street  Assessors 
and  Staff,  but  to  the  added  or  new  personnel  needed  to  assist  in  the  volume 
of  work  required. 

We  are  familiar  with  the  requirements  for  each  of  the  tasks  outlined  above 
and  detailed  below,  having  previously  developed  similar  work  for  this  pre- 
cise purpose.   Detailed  appraisal  standards  and  procedures  would  enable 
the  appraisal  staff  to  perform  their  work  assignments  efficiently  and  uni- 
formly throughout  the  program. 

A.   Appraisal  Systems  Manual 

Because  such  a  large  portion  of  Boston  properties  are  income  pro- 
ducing, it  seems  important  that  the  appraisal  systems  manual  should  be  com- 
posed of  three  major  sections.   Besides  the  conventional  replacement  cost 
approach,  in-depth  studies  of  the  standards  and  units  of  measurements  re- 
quired for  both  the  income  and  comparison  of  sales  approaches  should  also 
be  included  in  the  manual. 

The  unit  income  and  expense  section  should  reflect  local  income 
and  expense  experience  for  the  various  types  of  apartment,  commercial,  office. 
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warehouse  and  industrial  properties. 

The  comparison  or  sales  approach  section  should  include  local  mar- 
ket experience  data  for  the  various  types  of  properties  on  a  unit  basis  as 
found  in  the  City  of  Boston  by  type  -  e.g.  vacant  land,  residential,  com- 
mercial, etc.,  by  age,  by  size  and  by  type  of  construction. 

A  building  unit  cost  section  for  residential,  commercial,  office, 
warehouse  and  industrial  buildings  and  special  purpose  structures  should 
be  based  on  locally  obtained,  current  construction  costs. 

Such  a  manual  is  necessary  in  order  to  properly  reflect  local 
conditions,  insofar  as  income,  expenses,  sales  and  construction  costs  are 
concerned.   These  items  should  be  compiled  and  presented  in  a  format  which 
will  enable  the  most  effective  application  of  both  desk  and  computer  exten- 
sion and  calculation.   The  requirements  of  both  the  appraiser-assessor  and 
the  computer  must  be  analyzed  in  order  that  the  system  may  be  adaptable  to 
both. 

B.  Development  of  Uniform  Field  Inspection  Procedures 

Detailed  field  inspection  procedures  are  necessary  in  order  to 
uniformly  itemize  and  record  field  data  covering  land  and  building  physical 
characteristics  which  will  be  required  for  both  desk  (hand)  valuation  calcu- 
lation and  computer  input.   These  procedures  should  include  both  the  factual 
enumeration  and  the  classification  and  depreciation  operations,  the  latter 
to  be  performed  by  trained  appraisal  personnel. 

C.  Development  of  Desk  (Hand)  Calculation  Procedures 

A  description  of  desk  (hand)  calculation  procedure  is  necessary 
as  a  control  of  and  check  on  the  computerized  land  and  residential,  commer- 
cial and  industrial  building  value  calculations  and  for  future  use  by  the 
assessor-appraiser  in  spot  checks  and  appraisal  maintenance  programs  in- 
volving small  numbers  of  properties.   These  detailed  procedures  will  make 
possible  uniform  results  by  both  desk  and  computer  calculations. 

This  task  would  follow  very  closely  the  development  of  the  appraisal 
standards  and  the  programming  of  these  items  of  income,  expense,  sales  and 
costs  for  computer  calculation  and  would  require  the  complete  understanding 
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taken  from  the  assessment  offices  must  be  signed  out  to  responsible 
staff  members  and  an  accurate  record  maintained  of  its  location 
in  order  that  it  may  be  quickly  retrieved  when  needed. 

If  possible,  the  production  office  of  the  reappraisal  program 
should  be  located  within  close  walking  distance  of  the  Assessing 
Department  to  facilitate  the  exchange  of  information  and  records. 
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VII.   ESTIMATES  OF  COSTS  AND  OPERATIONAL  TIME  SEQUENCE 

The  estimate  of  cost  for  providing  the  services  required  for  a  complete 
property  record  and  appraisal  system  plus  suggested  schedules  of  time  se- 
quence which  will  permit  an  efficient  utilization  of  time  and  manpower  are 
outlined  in  this  section.   Together,  the  cost  and  time  schedules  furnish  a 
guide  to  the  requirements  for  an  orderly  development  of  the  necessary  valua- 
tion standards  and  their  implementation  by  the  Assessing  Department  of  the 
City  of  Boston.   The  costs  estimates  summarized  below  represent  costs  based 
on  the  "contractor"  approach  and  as  such  are  as  high  as  the  city  may  rea- 
sonably expect  to  have  to  pay  for  the  work  if  the  programs  outlined  hereto- 
fore are  followed.   By  using  the  "consultant"  approach  and  with  proper 
utilization  of  city  staff,  information  and  records  presently  on  hand,  the 
system  will  be  less  costly. 


Work  Phase  Cost 

A.  Work  Plan  $   15,000 

B.  Appraisal  Standards  and  Procedural  Manual        100,000 

C.  Computerized  Property  Valuation  File  System      200,000 
with  Basic  Systems  Design  and  Programs 

D.  Data  Gathering  and  Implementation  of  2,725,000 
Property  Record  and  Appraisal  System 

Within  each  of  these  major  phases,  there  are  a  number  of  stages  of  services 

that  must  be  carried  out  to  complete  the  major  task.  The  complete  property 

record  and  appraisal  system  that  is  described  for  the  city  in  Section  III 

of  "The  Assessing  Function  in  Boston,"  should  include  the  following  services 
for  each  major  work  phase: 

Schedules  of  Services  Required 
A.   Work  Plan 

1.  Detailed  duties  and  tasks 

2.  Production  standards 

3.  Cost  estimates 

4.  Detailed  work  plan 

5.  Reporting  systems,  forms  and  procedures 
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B.   Appraisal  Standards  and  Procedural  Manuals 

1.  Appraisal  system,  income,  sales 
and  cost  approaches 

a.  Essential  records 

b.  Classification  of  properties 

c.  Enumeration  of  property  characteristics 

d.  Base  schedules 

e.  Calculation  of  values 

f.  Review  and  testing 

2.  Unit  Cost  Section 

a.  Residential  structures 

b.  Apartment,  commercial  and  industrial  structures 

c.  Base  cost  schedules 

d.  Calculation  of  values 

e.  Review  and  testing 

3.  Cost  conversion  section 

a.  Factor  and  weight  analysis 

b.  Procedure  and  testing 

4.  Reproduction  and  review  with  client 

a.  Interim  typing 

b.  Discussion  and  review  with  client 

c.  Editing  and  revision  after  review 

d.  Final  copy  preparation 

e.  Photos  of  representative  buildings 

f.  Form  layout  and  artwork 


C.  Computerized  Property  Valuation  File  Systems 
with  Basic  Systems  Design  and  Programs 

1.  Income  approach 

2.  Sales  approach 

3.  Cost  approach 

4.  Property  tax  administration 

5.  Hard  copy  printout  of  property  record  cards  with  building 
plot,  income,  sales  and  cost  data  and  computations 

D.  Data  Gathering  and  Implementation  of  Property 
Record  and  Appraisal  System 

1.  Mapping  and  parcel  numbering 

2.  Appraisal  program 

a.   Preparation  of  field  property  record  cards 
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b.  Enumeration  of  property  characteristics,  rental  data, 
building  dimensions  and  interior  and  exterior  data 

c.  Classification  or  grading  of  land  and  structures 

d.  Development  of  land  values 

e.  Calculation  and  extension  (by  hand) 

f.  Calculation  and  extension  (by  hand)  check 

g.  Computation  of  values  (keypunch  and  computer  output) 
h.   Final  field  review 

i.  Informal  review  with  taxpayer 

j.  Defense  before  Board  of  Review 

k.  Hard  copy  appraisal  card 

1.  Supervision 

m.  Miscellaneous  office  expenses 

(1)  Office  rental 

(2)  Telephone  service 

(3)  Supplies 

(4)  Printing  of  forms 

(5)  Printing  of  notices 

(6)  Mailing  of  notices 

(7)  Office  furnishings  and  equipment 

Table  I  shows  the  project  scheduling  of  the  overall  property  record  and 
appraisal  system  by  major  work  phases.   Table  II  shows  the  scheduling  of 
the  intermediate  stages  of  services  necessary  to  complete  each  major  work 
phase. 
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VIII.   COMPARABLE  CITIES  IN  THE  UNITED  STATES  AND  CANADA  WITH 
ACCREDITED  PROPERTY  RECORD  AND  APPRAISAL  SYSTEMS 


Cities  with  Good  Records,  Appraisal  Systems 
and  Computer-Assist  Valuation  Procedures 

The  following  cities  in  the  United  States  and  Canada  have  good  property 
records,  reasonably  equitable  assessments,  good  maps  and  utilize  computer- 
assist  value  calculation  programs  to  varying  degrees.   These  cities  have  some 
problems  similar  to  those  found  in  the  City  of  Boston. 


City  or  County 


Los  Angeles  County,  California 
Montreal ,  Quebec ,  Canada 

King  County  (Seattle) ,  Washington 
City  of  Baltimore,  Maryland 


City  of  Dallas,  Texas 


District  of  Columbia 


Broward  County  (Fort  Lauderdale) ,  Fla. 
Clark  County  (Las  Vegas) ,  Nevada 
City  of  Richmond,  Virginia 


Population 

6,974,103 

1,222,255 

1,142,488 
895,222 

836,121 

763,956 

612,006 
270,045 
248,074 


Assessor 


Philip  E.  Watson 

Camille  Godin,  P.E. 
Valuation  Commissioner 

Harley  H.  Hoppe 

John  G.  Arthur,  Director 
Department  of  Assessments 

Max  Noller,  Director 
Taxation  and  Revenue 

Kenneth  Back,  Director 
Department  of  Finance  &  Revenue 

William  Markham 

James  A.  Bilbray 

Richard  Chandler 


Cities  Utilizing  Consultants  for  Performance  of  Assessing  Functions 

A  number  of  counties,  cities  and  towns  have  in  the  past  and  are  presently 
utilizing  consultants  or  contractors  to  make  appraisals  on  a  continuing  or  year 
to  year  basis.   In  some  of  these  instances,  the  same  consultant  operates  a 
data  processing  center  and  these  communities  utilize  the  consultant  as  a  data 
processing  service  bureau  to  produce  the  annual  tax  roll  and  bills.   There 
is  no  evidence  that  the  consultant,  in  these  instances,  acts  in  any  greater 
capacity  than  that  of  an  appraiser  and/or  a  data  processor.   Most  of  these 
communities  have  a  workload  of  such  a  size  that  they  find  it  to  be  more  economi- 
cal to  employ  outside  assistance  than  to  maintain  an  appraisal  staff  and  their 
own  computer  installations. 

There  is  no  known  community  that  uses  a  consultant  for  the  complete  assessment 
function. 
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IX.       SUMMARY 


This  report  has  outlined  the  steps  necessary  for  the  development  of  an 
up-to-date  total  property  record  and  appraisal  system  for  the  Assessing 
Department  of  the  City  of  Boston.   These  recommended  steps  include: 

1.  The  preparation  of  a  detailed  work  plan  for  the  organization 
and  the  orderly  operation  of  the  total  program. 

2.  The  development  of  appraisal  standards  and  a  manual  explaining 
procedures  to  be  used  in  applying  these  standards  to  the  charac- 
teristics of  properties  in  the  City  of  Boston. 

5   3.   The  development  of  computer-assist  value  calculation  procedures 
and  a  Property  Master  File  which  will  enable  the  Assessing 
Department  to  apply  developed  appraisal  standards  to  property 
characteristics  and  thereby  calculate  the  property  values  through 
the  income,  sales  and  replacement  cost  approaches  to  market  value. 
Within  these  procedures  and  systems,  provisions  will  be  made  to 
analyze  calculated  values  by  comparing  them  to  current  sales, 
to  current  income  and  expense  experience  and  to  update  values 
by  current  analysis  of  appraisal  standards. 

4.   The  outline  of  steps  to  be  taken  in  the  actual  gathering  of  data 
on  the  characteristics  of  each  property  as  well  as  the  calculation 
of  and  review  of  computed  values.   A  necessary  part  of  this  phase 
is,  of  course,  careful  organization  and  supervision  of  the  work 
involved. 

The  use  of  the  consultant  approach  will  enable  the  Assessing  Department 
to  develop  this  program  under  the  organization,  supervision  and  guidance 
of  a  consultant  who  is  experienced  in  programs  of  this  nature. 

The  most  important  facet  of  this  program  for  the  City  of  Boston,  in  addition 
to  the  development  of  the  system,  will  be  the  training  of  the  Assessing 
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Department  staff  in  the  procedures  and  techniques  involved.   By  utilizing 
the  consultant  approach  in  this  program,  the  Commissioner  of  Assessing 
can  be  assured  that  his  appraisers  will  be  involved  in  the  tasks  of  col- 
lecting the  necessary  property  characteristics,  consistently  applying 
the  appraisal  standards  to  these  characteristics  and  reviewing  the  rea- 
sonableness of  the  calculated  values.   This  familiarization  of  the 
Department's  appraisal  staff  with  the  procedures  and  standards  being 
used  will  give  the  staff  confidence  in  the  program. 
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APPENDIX 


KING  COUNTY,  WASHINGTON 
PHASE  III  -  CONTRACT  REAPPRAISAL 

STAFF  SCHEDULE,  PRODUCTION  UNIT, 
MAN  DAY,  COST  AND  BILLING  SCHEDULE 
AND 
PRODUCTION  REPORTING  PROCEDURE 

OCTOBER  1,  1971 
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; 

9 

9 

9 

9 

9 

$ 

- 

20 

729 

1,823 

- 

36 

1,313 

3,281 

- 

40 

1,458 

3,646 

- 

40 
10 

1,458 
2,307 

3,646 
2.885 

- 

40 
10 

1,458 
2,307 

3.646 
2,885 

- 

40 
10 

1.458 
2,307 

3,646 
2,885 

- 

- 

5 

333 

831 

- 

5 

333 

831 

: 

20 
10 

1,330 

220 

3,325 

275 

- 

20 
10 

1,330 
220 

3,325 
275 

- 

10 

5 

665 
110 

1,663 
138 

22 

«40 

S94 

60 

1,320 

1,620 

40 

880 

1,080 

- 

40 

880 

1,080 

40 

880 

1,080 

40 

880 

1.080 

30 

806 

1,179 

60 

1,612 

2,357 

60 

1,612 

2,357 

60 

1,612 

2,357 

60 

1,612 

2,357 

50 

1,343 

1,965 

- 

- 

Iv500 

136 

3,855 

3,250 

3,000 

273 

7,710 

10,500 

5,000 

456 

12,850 

17,500 

5,7JO 

524 

14,778 

20,125 

~ 

~ 

500 

.2 

60 

76 

1,390 

5 

167 

2U 

2,780 

11 

334 

423 

4,633 

19 

556 

704 

1,625 

" 

1,056 

2,519 

3,150 

59 

2,048 

4f883 

5,250 

99 

3,413 

8,138 

- 

- 

- 

' 

3,482 

38 

1,323 

1,650 

6,750 

113 

2,565 

3,200 

- 

- 

-     ■ 

1,718 

19 

450 

562 

6,600 

74 

1,745 

2,178 

■^ 

15 

380 

675 

30 

760 

1,350 

30 

760 

1,350 

30 

760 

1,350 

30 

760 

1.350 

30 

,760 

1,350 

5 

US 

288 

10 

230 

575 

10 

230 

575 

10 

230 

575 

10 

230 

575 

10 

230 

575 

- 

- 

- 

- 

- 

1,014. 

7 

245 

613 

3 

375 

940 

6 

750 

1,875 

6 

750 

1,875 

5 

625 

1,565 

2 

250 

625 

2 

250 

625 

. 

5 

450 

1,125 

9 

810 

2,025 

10 

900 

2,250 

10 

900 

2,250 

10 

900 

2.250 

10 

900 

2,250 

- 

5 

300 

750 

5 

30O 

750 

5 

300 

750 

3 

300 

750 

3 

300 

750 

1 

300 

750 

- 

5 

275 

690 

9 

495 

1,240 

10 

10 

550 

1,375 

10 

550 

1,375 

10 

550 

1,375 

5 

115 

144 

10 

230 

288 

10 

230 

288 

10 

230 

288 

10 

230 

288 

5 

115 

288 

10 

230 

575 

10 

230 

575 

10 

230 

575 

10 

230 

575 

5 

115 

288 

10 

230 

10 

230 

573 

10 

230 

575 

10 

230 

575 

20 

5,900 

5,900 

20 

5,900 

5,900 

20 

5,900 

5,900 

20 

5.900 

5,900 

20 

5,900 

5,900 

la 

j,iia 

J  as 

10 

L.550 

1 J50 

10 

1,550 

1,550 

IP 

Uiifl     Ui50  1 

UL 

'    Ufl 

V  aa 

1 

ALS 

» 

11,320  S 

15,514 

93 

L3,718  $ 

M,074 

»  I 

9,828  $ 

30,303 

J 

8,2*5  S 

3,551 

9 

15,942  9 

S4,399 

9 

(3.745  9- 

^,698 

I 

2 

3 

4 

5 

6 

7 

8 

Operation  or  Task 

Unit'. 

Number 

of 

Units 

Unit 
Cost 

Expense 

Cost 
Extenalon 

Aug.    16-   Aug   30-     kept  13-      Jept   27- 
Aug.27'7l;ept  10'71iept  24'71)ct  8   '71 

Oct  11  -     Oct  25-       Nov  8-         Nov  22- 
Oct  22  71  Nov  5   '71  Nov  19 '71  Dec  3  "71 

EXPENSES 

lound  Trips 

33 

»  250/RT 

)       8,250 

S 

250 

500 

750 

750 

500 

750 

500 

I.     Interacate  tranaporcatlon 

2.      Staff  Moving  Expenses 

Ibvas 

7 

SOO/EA 

5,600 

2,400 

3,200 

3.      Subsistence   &  Housing 

Full   tloe   staff 
'    a.     Per  Dlema 

Days 

7915 

ll/svg 

87,069 

3,041 

3,041 

3,041 

3,041 

3,041 

3,041 

3,041 

3,041 

b.     Supervisory  Housing 

Months 

15 

350/Mo 

5,250 

159 

159 

159 

159 

159 

159 

159 

159 

Part  time  staff 

c.      Hotel  &  subsistence 

Days 

140 

27/D 

3,780 

160 

160 

640 

640 

640 

480 

320 

d.     Local  transportation 

Daya 

140 

5/D 

700 

4.     Local  transportation 

a.      Enumerators/Land  Qiarscter. 

Days 

4/D 

32,036 

-504 

1.088 

1.760 

2,012 

2,012 

2,012 

b.      Crew  leaders&Clasalf jR«t; 

50  Mi/Day 

(305,aOOml) 

UO/mile 

30,580 

1,390 

1,390 

1,390 

1,390 

1,390 

c.     Auto  lease.  Ins,  llcanaea 

Months 

15 

150/M 

2,250 

68 

68 

e^ea 

63 

63 

61 

68 

63 

d.      Porting 

Months 

15 

200/M 

3,000 

91 

91 

91 

91 

91 

91 

91 

91 

S.     Office  Rent   i  Utilities 
a.      Kaln  office 

Months 

15 

1000/M 

15,000 

455 

455 

455 

455 

455 

455 

455 

455 

b.     Pield  officee 

Ibntha 

10 

300/M 

3,000 

137 

137 

137 

137 

137 

137 

6.     Office  Furniture 

Months 

15 

300/M 

4,500 

136 

136 

136 

136 

136 

138 

136 

136 

7.     Office  i  Field  .Supplies 

Months 

15 

250/M 

3,750 

114 

114 

114 

114 

114 

112 

114 

114 

8.     Equipment  Rental 

Machine  Mos 

420 

30/M 

12,600 

,490 

490 

490 

490 

490 

490 

490 

490 

9.     Cosnunlcatlona 
m.     Postage 

Months 

15 

40/M 

600 

18 

18 

18 

18 

18 

19 

.13 

18 

b.     Telephone 

Months 

15 

80/H 

1,200 

36 

3( 

36 

36 

36 

38 

36 

36 

10.      Printing  &  Duplicating 
a.     Printing 

_ 

- 

- 

2,000 

200 

200 

200 

200 

200 

55 

35 

35 

b.      Xerox 

Months 

15 

300/M 

4,500 

137 

137 

137 

137 

137 

134 

137 

137 

11.     Insurance  (Valuable  Papers) 

- 

- 

- 

3,000 

3,00(1 

12.     Key  Punch  end  Computer  Time 

a.     Key  Punch 

Residential,   Apartments 
Commercial   &  Industrial 

{■Parcels 

98,531 

.30 

29,560 

1,408 

1,408 

1,408 

.Revlalona  &  Changes    (15Z) 

Parcels 

14,780 

.30 

4,435 

- 

212 

212 

Soles  Data 

Sales 

10,000 

.25 

2,500 

834 

834 

332 

b.     Computer  Time 

Appraiaal  Computation 

Hours 

200 

125/hr. 

25,000 

1,191 

1,191 

Sales  Computation 

Hours 

20 

125/hr. 

2,500 

834 

834 

332 

13.  Employment  Fees 

14.  Hlscellaneoua  Expenses 

Enumerators 
Ueilu 

50 
40 

150 
100 

7,500  1 

4,000/ 
8,000 

250 

250 

3,450 
250 

3,450 
250 

575 
250 

250 

573 
250 

250 

- ■ 

i           .     . 

i  312,160 

7,595 

8,805 

12,946 

12,650 

12,115 

12,(06 

14,849 

12,200 
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